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1.	On a personal note
Dear Friends of the University of Leuven and colleagues and friends from the IATUL; from service providers like EBSCO and colleagues from elsewhere;  I am deeply honoured by the invitation to deliver a paper at this symposium and for the opportunity to be part and parcel of this marvellous occasion.  On behalf of the University of Pretoria and staff of the Academic Information Service I convey their best wishes and congratulations on the inauguration of your new library for Sciences and Engineering the “Campusbiblioteek Arenberg”.  I have followed the planning of this new building with great interest since 1998 when Ludo Holans shared initial plans with me at the IATUL conference at the University of Pretoria in South Africa.
My presence in the programme of your International Symposium is symbolic of a long tradition of close co-operation between the libraries of the two institutions.  Therefore, please forgive me for the rather personal approach in the first part of my paper.  In 1976 I had the challenge to implement the first fully integrated computerized library management system in South Africa.  Various computerized systems in Europe, Canada and the USA were evaluated.  Thanks to enhancements by the University of Leuven to the then DOBIS system (an IBM system developed at the University of Dortmund),  we never regretted our decision to install the DOBIS/LIBIS system.  Since then the two libraries walked the DOBIS/LIBIS path together.  At the University of Pretoria we were desperate to avoid re-inventing the wheel at all cost.  Why could users of the DOBIS/LIBIS system not benefit from enhancements made by any other user of the system?  We should move from a local to a global perspective.  
Twenty-one years ago this was something new.  I visited Alberic Regent at this University in 1981 and we decided that an international DOBIS/LIBIS Users group should be formed.  In 1982 we had the first Users Group meeting here in Leuven, and so it happened that Alberic Regent and I served on the International Board of the Users Group for many years.  I pay tribute to him and Jos Vanautgaerden, also from this university, for their support.   It enabled the University of Pretoria to run the first fully integrated computerized library management system in South Africa for a record period of fourteen years. Our first move in an international partnership mode was very successful indeed.
I experienced the power of an alliance very early in my professional career.  The success to move forward depends on commitment to focus relationships rather than transactions.  As John Conlon and Melissa Giovagnoli puts it “….the foundations of any good alliance is a warm personal relationship rather than some cold piece of paper.”  The Power of Two (1998) p.1.
The theme of my paper:  Managing challenge of the academic library:  shift the paradigm and putting the library on the move is therefore illustrated by an early global  move to meet library computerization challenges in far away South Africa.  Since then my career was characterized by constantly trying to move the then University Library and now Academic Information Service to a preferred future position.  This constant challenge to develop and transform, offered an exciting career.  It helped a lot to keep me  in a wonderful profession of academic and strategic significance.  At a very early stage I learnt that access to the right information at the right point in time, could make the difference between life and death.
Naturally, my view on library challenges in the sixties was not always that popular.  In my professorial inaugural lecture at the University of South Africa  in 1968, I made the point that like the medical practitioner, solving health problems in society, but not confined to a hospital as physical facility, the librarian is faced by solving information problems in society, and should be prepared to address challenges beyond the walls of the library.  Today, this is common practice.  In the pre-computer era when photocopying machines where making their first appearance, it was far-fetched.  The challenge of solving information rather than library problems, paved the way for introducing a new academic discipline called Information Science when I became Head of the Department of Library Science  at the University of Pretoria in 1971.  
My appointment  as Director of Library Services in 1975 gave the opportunity to take this philosophy one step further.  Following on a joint three years research program between the Department of Library and Information Science (led by Prof Hans Boon) and the Library Services, the top management of the University was prepared to change the name to Academic Information Service.  They acknowledged the notion that the key challenge is managing academic information as a resource beyond the walls of the library as a physical facility.  The term Academic Information Service will therefore be linked to the term academic library throughout this paper.
Naturally, it has linked well with the evolvement of virtuality and the virtual library ten years later.  This new trend stimulated my interest in relationship management, my view on the library as a living system, my passion for people and the strategic relevance of IT to take the human interface beyond the limits of time and space. 
However, the idea is not to burden you by what could be put on the move in a personal career.  The relevance of my paper will be influenced by your notion on the following ten questions:
1.	Will, to your opinion, the traditional academic library survive if it does not move or change?
2.	Do you see new trends and developments in Higher Education – on both national and international level?
3.	Do you regard the academic library to be a service organization and the students to be clients?
4.	Does the same management philosophy as for highly successful companies also apply to the academic library, or at least to some extent?
5.	Do you believe in control through managerial power?
6.	Do you believe in the potential of people?
7.	Do you regard personal networking and relationship management as a pre-requisite for managing change?
8.	Do you believe in client-centred team ownership?
9.	What do you regard to be your most precious asset:  IT, Collections or Staff?
10.	Is South Africa the only country to be kidnapped by an urge to change?
The present and most turbulent phase in the history of the international library and information business, requires the academic library and information service to move.  The urge for dynamic movement not only comes from new trends in the educational, technological, economic and social environment.  It also comes from new approaches in management science and philosophy and the success stories of particular companies in the eighties early nineties.
The present turbulence in our profession is related to the chaos and many uncertainties across the globe.  As Tom Peters puts it:  in the past the challenge was to create order out of chaos.  Now, it is about creating chaos out of order.  Under such circumstances the book, Birth of the chaordic Age by Dee Hock, founder of the VISA card, bears new relevance.  The term chaordic combines parts of the terms chaos and order and refer to 
a)	“the behaviour of any self-governing organism, organization or system which harmoniously blends characteristics of order and chaos.
b)	Patterned in a way dominated by neither chaos or order.
c)	Characteristic of the fundamental organizing principles of evolution and nature.”  (Dee Hock, Birth of the Choardic Age, unnumbered page)
Before the birth of VISA, banks were promoting their own banking cards.  In a global context it was as if “something was trying to happen” ….;  as if there was “a transformation of consciousness, culture, society, and institutions such as the world has never experienced (Dee Hock).”
My discussion of “libraries on the move” must be seen against this background.  Since the second half of the eighties, it was as if the information society was pregnant with something new.  Managing libraries and information services asked for something which will resemble much more of the key characteristics of real successful companies.  For those ready to move, Walt Disney’s saying:  “dreaming it, is the beginning of it” carried a new meaning.  Today the issue is not “failure to fall short  of  realizing all that we might dream – the failure is to fall short of dreaming all that we might realize”.  (Dee Hock)  To be on the move, the academic library and information service may not fall short of dreaming the new and wonderful things they can realize.
To summarize:  Within the virtual environment the real challenge is relationship management.  The academic library and information service must be understood as a living system.  The new work place should engage the passion of people and the role of technology should be nothing more or less than to increase the human interface.
2.	Move by example
For many years the academic library experienced the luxury of being regarded as the heart or power plant of the university.  The question is whether this is still the case, and if so, for how long this will continue.   Has the time arrived for libraries to face the challenge of creating their own future?  If yes, will the key characteristics of real successful companies and institutions also apply to academic library and information services?  How long will the academic library escape the challenges and threats facing other institutions?   The academic library and information service should be geared to move to a new preferred future position and to take full benefit from lessons learnt by the most successful companies.
It is believed that a sound strategic plan is the key to organizational success.  The plan is normally characterized by a mission statement, strategies, sub strategies, objectives, actions plans, etc.;  all described in a neatly bound document and most often resulting from a SWOT analysis done in great detail.  Can this really be the key to optimum flexibility and quick response to new challenges; or is it cast in stone and easily shelved?  Are libraries not skilfully projecting their experience of the past into the future as though it will still be relevant?
Turbulence in the information business is not the only factor urging libraries to start moving by finding answers to these questions.  Higher Education as such is signalling messages of business orientation, innovative focus, distant education, new management styles, outsourcing, alternative information services, e-publishing, etc.?  The traditional academic library can no longer feel safe in its present mode of functioning.  It has to move by finding answers to the above questions and by identifying key issues behind the success stories of leading companies.  Surprisingly, few academics in the field of management science and human resources management  can assist.  The answers are mainly to be found within particular companies and at institutes or centres for organizational development and transformation, such as the Centre for effective Organizations, at the University of California and led by Edward Lawler.
Although finding the right answers tot the above questions are no easy task, academic library and information services will have to reposition themselves.  There seem to be two schools of thought:  those who believe that conventional library structures will remain adequate and that change will occur incrementally;  and secondly, those who are convinced that philosophies regarding the management of academic libraries must change fundamentally and that the challenge of change will increase.
The second school of thought seems to be the most acceptable.  It is believed that the same fundamentals for successful movement apply to both academic library and information services and other successful institutions.  Such fundamentals derived from modern management philosophies and practices are many.  Time does not permit to discuss those having a direct professional focus;  such as moving from local to global; from paper to electronic; from physical to virtual; from ownership to access; from library management to knowledge management, etc.  Getting the library to move and to transform, is directly linked to managing soft issues.  This is more difficult to address and forms the focal point of the paper.
Moving away from hierarchy 
Peter Drucker once said “Corporations once built like pyramids are now more like tents.  Tomorrow they’re gone in turmoil,”  (T. George Harris.  The post-capitalist executive:  an interview with Peter F, Drucker.  Harvard Business Review, 71(3) 1993) Ricardo Semler writes in his book Turning the Tables (which was on Brazil’s bestseller list) “The organizational pyramid is the cause of much corporate evil, because the tip is too far from the base.  Pyramids emphasize power….. and make it difficult for the people who plan and the people who execute to move in the same direction.”
The challenge for the manager is to move from the top of the pyramid to the base, to change position with the frontline managing the interface with clients.  Decision making moves from the manager having formal power, to those having a full understanding of the complexity of decision-making close to the point of contact with client and customer.
Moving away from structure 
The present environment is characterized by less structure and more networking.  The real challenge is to offer nodes of access to library and information systems and networks.  Surprisingly many academic libraries still maintain the functional assembly line approach advocated by Frederick Taylor in his book The principles of management (1911).  Good management was characterized by a sound structure.  The better the control, the higher the production, he believed.  Centralized top-down decision making and carefully prescribed tasks were the approach.  In the seventies and eighties arguments for less structure and control came through strongly.  Elliot Richardson (1973) blamed the bureaucratic approach by US companies for being outscored by Japanese companies.  Thomas Peters and Robert Waterman (In Search of Excellence, 1982) identified eight principles for companies to stay on top.   The key to success was listening to the customer and Mac Donald’s slogan “a successful company follows the customer”, became well known.  Peter Drucker referred to a new era characterized by alliances and restructured organizations.  Although library co-operative initiatives are common practice over many years, libraries, for some reason or another, lagged behind as far as restructuring is concerned.
The nineties were entered by two important books, namely Ruth Kanter’s When giants learn to dance (1989) and Richard Pascal’s Managing on the edge (1990).  Greater flexibility, closer partnership between employees and customers and the management of meaning (vision, values, etc.) were emphasized to provide a mind-set necessary for renewal and transformation.  As Prof. Deigon Morris later echoed:  “significant and sustained performance improvement cannot be obtained without changing the mindsets and behaviour of people.  Processes can be re-engineered, activity based management introduced, but if the human dimension is neglected, or mishandled, benefits will be at best modest or at worst non-existent”.
Moving from control through rules and structure to control through vision and values
A paradigm establishes the rules, defines the boundaries and describes how to behave within those boundaries to be successful.  Shifting the paradigm, as referred to in the title of this paper, means a fundamental shift in management philosophy.  Employees experience the traditional concept of control as “looking over the shoulder” and as something executed “mechanically” by contracting rules and objectives.  However, in the early nineties executives developed “psychological contracts” with employees to build trust and to create a sense of community around a shared vision.  It is believed that if a value system is accepted, staff will individually and collectively perform and accomplish beyond expectations.  Even if the main aim of control is to promote productivity, better results are achieved when a vision and value system has been created, internalised and accepted by all.  This is a lengthy, complicated and demanding process, but eventually provides a solid base for organizational development and transformation.
The Academic Information Service of the University of Pretoria was very successful in internalising vision and values by using a leading professor in Industrial Psychology to lead the process.  Prof. Manfred Kets de Vries in his book Organizations on the Coach demonstrates how the psychoanalytic perspective can be successfully applied to business organizations.  In general, leaders should focus much more on developing the emotional intelligence of staff.  At the heart of the successful library is a need to understand the irrational processes in individual human behaviour.  
People feel secure in structure, but the more structure, the more difficult it is to implement change.  Although change is inevitable for the library to create its own future;  people just don’t like change.  The key challenge is to ensure change at the level of the mind.  As Banner and Gagné (1995) described:  “In the transformational view, change occurs first ant the level of mind (the aforementioned beliefs, attitudes, and values).  When we change the way we think, the structures we create with our thought forms change as a result”  (Designing Effective Organizations).
Moving from functional departments to client centred teams
Since more a less the fifties it was emphasized that giving people standardized jobs resulting from activities grouped together in functional departments, could have a negative effect on motivation and productivity.  But it was only from the eighties that the concept of defunctionalization was accepted and applied successfully by leading companies.  Unlike decentralization it is a never ending process focused entirely on the client.  The team accept ownership for the entire process which begins by determining the needs of the client, formulate specifications for new products and services, and evaluating  client satisfaction.  Team ownership implies giving teams the opportunity to decide themselves on roles to be played by individual team members and to develop the new competencies and skills required to ensure client satisfaction and to support the organization in moving to its preferred future position.
In 1992 Lawler wrote in this regard:  “In service organizations, teams need to be given responsibility for performing all activities with respect to a particular customer” (Lawler III Edward E. The ultimate advantage;  creating the high involvement organization).  Naturally, this has major implications for the physical lay-out of the Library.  Although, the non-hierarchical organization implies empowering the individual, teamwork will always be more important than individual efforts.  As Michael Hitt puts it “The firm cannot afford a stable of individual superstars… co-operative teamwork is necessary to accomplish the multiple inter-dependent tasks” (Michael A. Hitt a.o. Rightsizing:  building and maintaining strategic leadership and long-term effectiveness.  Organizational Dynamics, 23(2) 1994).   
Academic libraries experience relatively minor difficulties in moving from a “book focus” to a “client focus”;  mainly because of a service orientation over many years.  Unfortunately defunctionalization touches the core of the traditional library.  The abolishment of departments such as cataloguing and classification, acquisitions, interlibrary loans etc. was asking too much.  In general, libraries preferred to maintain traditional functional structures.  A thin frontline of subject librarians is not enough when a service-orientated network organization, managing academic information as a resource, has to be developed.  Too many information professionals still remain in a book and building focused structure when space and time is no longer a factor in service delivery.
Moving from manager/boss to leader
Perhaps the most difficult move is for the University Librarian or Director of an Academic Library and Information Service to move from manager to leader.  It implies moving from the top of the pyramid to its base;  to sacrifice managerial power; to accept strategic leadership focused on mentorship, support and a passion for people.   Too much structure is an obstacle for change.  It is easier to move the organization if the leader is connected to the flexible network of the minds and hearts of the staff.
The academic library in transition needs transformational leadership;  leaders who are visionaries, inspiring their colleagues to accept a new vision, a new dream, a new identity.  Sound leadership requires vision for which little dreaming and a lot of analytical thinking is necessary.  For managing the fundamental problem of resistance to change, vision is indispensable; to be followed by effective communication to promote a better understanding of the necessary change and the repositioning of the organization.
Following on the team approach mentioned earlier, the leader has a few options to select an appropriate team approach.  The athletic team option treats every individual as an expert in his field with very little interaction between team members.  On the other hand the soccer team will move the ball continuously among them;  constantly moving coherently while everyone retains the same relative position to the team.  Like wise an orchestra will have specialists for various instruments, but they know their scores and together they present a wonderful melody.  Although the conductor cannot play the violin himself, he has the touch, sensitivity and vision to conduct a brilliant performance.
The academic library serves the university as an knowledge institution.  Knowledge is about human systems and sound strategic leadership is about passionate energy to engage the mind of every staff member; the ability to influence positively; to care for people and to walk the visionary path also in personal life.
Moving together
Technological, economic, social and other trends have an influence on the strategic management of the academic library and information service.  However, the strategic plan of an innovative and entrepreneurial university is the key driver for the library to move.  Alignment with and commitment to the vision of the university is essential.  The innovative and entrepreneurial university reflects a new phase in the development of knowledge.  It is moving inter alia from an academic mode to an application mode;  from a disciplinary to an interdisciplinary mode and even from an hierarchical to a flat organizational structure with more emphasis on a business orientation.
New knowledge producers have entered the field.  Consequently universities are losing their monopoly.  Business strategies of new education providers include a better client focus, the dedicated application of new technology and a focus on the more cost-effective delivery of library and information services.  Like the university, the library is forced to reposition itself within the innovative university.  An entrepreneurial spirit dedicated to deliver an innovation generation to society, requires an academic library and information service focused on the support of all information and knowledge management practices within a university environment, where speed, relevance and utility is important.  The library can not be a passive reservoir of books or information.  Like the university itself, it needs also to be innovative, entrepreneurial and business orientated.  On the other hand, a balance with  academic and cultural values should be maintained.  
New perspectives on intellectual capital and property influence the academic library and information service’s role to support knowledge and information practices.  An emphasis on partnerships, alliances, sharing, networking, access, communication, etc. stimulates a new approach regarding the role of tacit knowledge and its interfaces with explicit knowledge within the chain of scholarly communication.  The academic library and information service is faced by a challenge to design, deliver and manage new tools like knowledge portals and communities of practice (COP’s).  A need for partnership and consultative roles by information specialists links with a decrease in gate-count experienced by some libraries.  The challenge is to be closer to your client and customer than to your collection!
My plea to colleagues in the library and information profession is:  institutions like the church, the university and the library have changed fairly little since the middle ages.  Uncertainty, turbulence and chaos is now the name of the game.  Like the hierarchical concept of management, symbols of order, regularity and stability are under threat.  September 11th brought this message clearly but painfully;  and was emphasized also by the collapse of leading international companies.    Laura Nash is convinced that “to keep a company out of scandal and focused on the strategic goals of the firm, there has to be a commitment of the heart …… a well run firm suggest a key connection between values and performance…..”  (Laura Nash, The real truth about corporate “values”).    In many ways the past is finished;  but the future can not be unfolded and remains unclear.
Conclusion
My paper convey my belief and experience that the real strength and ability to cope lies in accepting some of the perspectives unveiled by the revolutions of Relativity and Quantum Mechanics.  If you travel the Garden Route in South Africa you become aware of the deeper order in the Rain Forest against the order of the plantation.
Moving the library is about putting a system in motion.  It is not the IT, but the spirit of the human being that provides the spark to unleash the energy.  Being directly involved in the knowledge and information management business,  our user communities are “human activity systems”.  Unless we understand something of the human relationships involved in information and knowledge flow, success will be limited.  It is only if we fully realize the real potential of every member of staff, that we can act on our maxim that the whole is greater than the sum of its parts.
May the impact that this wonderful new library will have on the academic successes of the Katholieke Universiteit van Leuven, not only flows from its invaluable repository of the achievements of the human mind, but also from the role played by every individual member of staff.  If they can experience quality of life through the full exploitation of their potential, this library will be a real international gem.
What lies behind us and what lies in front of us, are tiny matters compared to what lies within us.
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